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Abstract 
If we start from the assumption that all people have always wanted a high quality, we find that for centuries, they faced with huge 
and unstable forces which required changing strategies to achieve the desired level of quality. Nowadays, if we look around, we 
see a very dynamic economic environment, which requires managers to impose a proper set of qualities including skill and 
flexibility. The purpose of the article is to present quality cost like an essential optimization tool, which influences the economic 
aspects of managerial accounting in two fundamental ways: the effect on income and the effect on cost. 
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1. Introduction 
If we start from the assumption that all people have always wanted a high quality, we find that for centuries, they 
faced with huge and unstable forces which required changing strategies to achieve the desired level of quality. 
Nowadays, if we look around, we see a very dynamic economic environment, which requires managers to impose a 
proper set of qualities including skill and flexibility. Therefore, all managers want their companies to produce high 
quality products in order to be competitive on the market, or, why not, to gain supremacy - in terms of quality - in a 
particular branch of activity. Finally, the results of a company`s good managerial accounting is reflected in the 
quality cost optimization.  
Quality cost is an accounting tool that requires a special management attention because of the many changes and 
transformations occurring both internally and externally. It must be determined, evaluated and analyzed in 
accordance with existing political changes, social or economic. When a company takes into account quality issues, 
management focuses primarily on obtaining quality as a source of profit. In this context, appears the need to know 
the cost of quality, because a reduction is a benefit both for the company, to obtain a positive result, and for the 
consumer, to meet the required needs.  
2. Quality cost cult 
Many professionals concerned with quality of the world noticed and criticized the attitude of many managers in 
terms of quality. Feigenbaum proved that the lack of the relation between manager and quality is the cause of the 
slow down of the quality programs. Juran blames the managers for not taking seriously the issue of quality and are 
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concerned only with financial resource management. Hacker stated at the European Congress of Quality in 2000 that 
a manager must become a real trainer and that the American movement for quality passed beyond the quality of the 
 
Keeping in mind the vision of quality in the course of time, we can state that quality cult becomes a complement 
to economic activity. This must be instilled to the players at the economic and social processes involved in the 
mechanism of gaining value. 
Managerial accounting plays a key role in fostering quality as it has to weigh up the advantages and 
disadvantages resulted after the existence or lack of an optimal level of quality. Practically speaking, managerial 
accounting makes a contribution to the decision-making system through cost analysis, planning and budgeting, the 
formulation of decision-making judgements, the analysis of using resources, pricing analysis, the control of all these 
activities through specific methods and provision of information in terms of deviations and ways of correction, etc. 
Among the fundamental principles of managerial accounting, the improvement of quality bulks action which 
means the decrease of non-
management on the quality cost must be a constant concern that should be reconsidered at all levels in a company. If 
the vision is in itsel
matter of fact, the costs referring to quality stand for an important tool of quality valorization but also a source of 
increase in the profit of the organization. 
The quality cost can help us identify the weak points of the process but can also be considered as a milestone for 
the establishment of measures of improvement and optimization in a certain sector of activity. Practically speaking, 
process costing in t
they are included in an efficient system through managerial accounting they may become important factors in the 
support of the campaign as a whole.  
The creation or improvement of quality can be achieved by: 
- Making the commitment that the primary concern of management is quality; 
- Non-quality cost cutting through the prevention of flaws and noncompliance; 
- The improvement of the commercial image of the products/services and implicitly of the company 
 
- The increase of global productivity of the organization as a result of the improvement of processes; 
- The increase of efficiency and effectiveness of processes; 
-  
- The achievement of expectations, the increase and assessment of satisfaction of those concerned, etc. 
The vision of a continuous improvement of quality is very important and will lead us to a necessary practice 
within an organization, taking into consideration at least three reasons: 
- 
direct contribution or on a short-term to the increase in the profit of the company but ensure a better 
satisfaction of all concerned. Considering the matter on a long- term, the company will improve its 
image  as being socially responsible and will record profit growth. At this point, technical and social 
effects should not be neglected because they make a contribution to the general progress and ensure 
long-term welfare; 
- Quality is a technical, economic and social category continually changing as a result of modification of 
human needs but also from the point of view of technical progress. A decrease of concerns and 
resources allocated for the improvement of quality might result in the decrease of competitiveness of 
the organization having small consequences; 
- Customer 
concern for the optimization of quality concerning the customer or user. 
Although they are not the only ones, these reasons can be enough to justify the orientation towards continuous 
improvement, specific to the management of total quality. Considering the continuous improvement of quality at the 
level of the organization in relation to those mentioned above, it should pass through more stages: 
- To establish and achieve the optimal level of quality based on the costs by the increase of the expenses 
of prevention-insurance and also assesment, at the same time with the drop off of losses due to non-
quality and inferior unplanned quality; 
- More concern for the improvement of quality above this level aiming to cover the specific expenses 
from the effects achieved; 
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- The continuous improvement of quality to keep the profile of the company high and to increase 
competitiveness. 
The recommended strategy that all the companies should adopt would be the so-called bees strategy and not the 
spider strategy. Nowadays 
does, but must go outside and look for him as the bees are looking for their pollen. We could state that the most 
s 
a burden for managerial accounting, but as profitable investment whose positive effect comes back much more 
rapidly than the lever level of indeptedness. 
Quality is that variable that can influence decisively the vision of the company: profit taking where profit covers 
under different dimensions: quality. It is widely known the fact that quality is the component that might allow the 
increase in the selling price; the opening of new market segments can represent the logo of any brand, in one word, 
quality means value. Last but not least quality is at the same time a sum of costs and implicitly any surplus of 
quality determines in its turn a surplus of cost. 
3. The optimization of quality cost 
With a view to optimization of quality costs a case study will be suggested aiming at emphasizing the structure of 
the quality costs existent within an organization on the last term of 2011. For the drawing up of the study the 
structure of quality costs was used based on the model of a company from bread manufacture from Romania, which 
assumes to pay more attention to the 4 categories of quality costs (costs recommended by the American Society for 
Quality Control): 
- Prevention costs; 
- Appraisal costs; 
- Internal failure costs (costs of internal noncompliances identified before the product delivery); 
- External failure costs (costs of external noncompliances identified after the product delivery). 
There is still the tendency in literature for these 4 categories of costs to be regrouped in total quality costs divided 
in turn on: costs of conformance (prevention and appraisal costs) and costs of non-conformance (costs of internal 
failure and costs of external failure). 
When it comes to establish the total quality costs there are some difficulties related to the fact that the accounting 
system is not conceived in such a way to highlight these costs. Moreover some costs are not quantifiable, they can 
only be estimated which makes the analysis of quality costs to be a subjective one. 
The determination of quality costs is done considering the existent data within the company from bread 
manufacture and those coming from customers; still, the main sources are: general and analytical accounting, 
administrative, technical and commercial documents, the surveys done on customers, the questionnaires filled by the 
specialists of the organization, etc. 
Quality cost analysis can be done on products, departments or on the organization. For this study, we have chosen 
the quality cost analysis on the product bread . Costs related to product quality, for the last six months of 2011, are 
presented in the following table: 
Table 1. Balance sheet for the quality costs of the product bread  for the 2nd semester of 2011 
 
Month Prevention 
costs 
Appraisal  
costs 
Internal failure 
costs 
External failure  
costs 
Total quality  
costs 
July 2011 1.722  1.306  1.72    57    4.805  
August 2011 1.071  1.555     893    5    3.569  
September 2011 2.152  1.907     849    25    4.933  
October 2011 1.570  1.393  1.019    72    4.054  
November 2011 2.063     884  1.067  456    4.470  
December 2011 1.072  1.962  2.507    93    5.634  
Total 9.650  9.007  8.055  753  27.465  
The data from above are considerated representative for the quality costs of the standard product (bread), for the 
2nd semester of 2011. Thereby, several measures are proposed by the managerial accounting in order to optimize 
the cost of quality, in the first half of 2012: 
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Table 2. Optimization actions of total quality cost for the product bread  
 
Cost 
category 
Optimization actions Costs generated Benefits Implementation 
Period 
Prevention 
cost 
The optimization of 
packaging through the 
acquisition and 
implementation of Keine 
Touch Technology 
Acquisition and implementation; 
operationg costs; increasing energy 
consumption. 
Efficiency transition from a semi-
automatic packaging packing 
automatic; reduce labor; the customer, 
is the first person to touch the bread. 
January 
- 
March  
2012 
 
Implementing a program 
of quality improvement 
and optimization 
Costs of implementation; staff 
salaries involved. 
Motivating and training staff in 
quality, hygiene and food safety. 
January  
2012 
Comparative analysis of 
competitors quality on 
the market 
Marketing studies; staff salaries 
involved. 
Market position consolidation; 
transfer of know-how; connecting and 
adapting the company to the market 
dynamics; timely access to 
information. 
Periodic 
Appraisal 
costs 
Improving and 
intensifying quality 
controls 
The cost of destroyed products 
within the analysis made; staff 
salaries involved 
Evaluation of high quality production 
standards; better control of production 
activities. 
Permanent 
Building an own 
laboratory in order to: 
-make laboratory tests 
and analyzes required 
-carry out the R&D 
activities 
Construction costs; acquisition of 
high-performance devices for 
performing relevant analysis; cost of 
various tests and analysis performed 
by the future laboratory. 
Testing if the product conforms to the 
imposed conditions by the food 
industry; possibility to perform own  
improved researches. 
January 
- 
December  
2012 
Internal 
failure 
costs 
Reducing time loss 
caused by interruption of 
the current production 
process 
Scrap and waste detection; 
troubleshooting and repairing. 
Increasing efficiency, effectiveness 
and productivity; prevention and 
avoiding unnecessary gaps. 
January 
- 
March  
2012 
Internal failure analysis 
in order to determine the 
causes 
Reinspection and retest of reworked 
items; troubleshooting and 
repairing. 
Continuous product improvement; 
prevention and avoiding internal 
defects. 
Permanent 
External 
failure 
costs 
Adjustment of the 
received customer 
complaints 
Travel costs and time spent to return 
defective product; dissatisfaction 
shared by word of mouth oss of 
reputation and of market share. 
Keeping in touch with customers and 
winning new clients by constantly 
adapting the offer to the customers 
needs; a satisfied customer is the best 
advertising. 
Permanent 
Analysis of the returned 
products: 
- pakage damaged 
- lack of product label 
- products expired 
- traces of rodents 
Revenue losses in support 
operations; penalties due to poor 
quality; loss of reputation 
Some of the returned products can be 
capitalized: 
- dry bread can be used for the crumbs 
bread manufacturing 
- bread sold as scraps 
Permanent 
As a result of these investments, we have reached the following quality cost analysis, which was done for the first 
half of 2012: 
Table 3. Balance sheet for the quality costs of the product bread  for the 1st semester of 2012 
 
Month Prevention 
costs 
Appraisal  
costs 
Internal failure 
costs 
External failure  
costs 
Total quality  
costs 
January 2011 1.  1.  1.     4.  
February 2011     1.         3.  
March 2011 1.  1.         4.  
April 2011 1.  1.         3.  
May 2011 1.           3.  
June 2011     1.  2.     4.  
Total 7.  8.  6.             23.  
As it can be seen from the two balance sheets of quality costs, for our product, investment decisions made by the 
company managers are considered to be relevant and appropriate. Basically, if we make a comparison among the 
total quality costs there will be a difference of 3.  Total differences, on each cost category 
and between the two periods can be easily observed in the chart below. 
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Figure 1. The evolution of quality costs before and after the optimization 
4. Conclusions 
Taking into consideration the issue studied we can assert the fact that the orientation of the organizations and 
implicitly of managerial accounting towards quality is not a matter of option but one of professionalism. The 
organization must aim at the continuous improvement of quality at the level of all its processes at every stage of the 
life of the product starting with the marketing studies for the identification of requirements and till the stage of usage 
or consumption. Finally, quality is measured by the purchasers as they are those who label the product by meeting 
certain needs. 
the real characteristics of managerial accounting we mention the possibility of quality cost optimization such as to 
e 
many challenges nowadays in terms of quality, quality cost optimization must be done in a rational and continuous 
way. Consequently, it is necessary for those companies who want to flourish to take into consideration a 
management strategy in this respect. 
for mistakes, managerial accounting must be able to provide through quality cost permanent services of 
improvement. Facing a cut-throat competition with a view to gaining market supremacy and not to disappear from 
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